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Abstract 
ThepurposeofthispaperistoexplaintransfbrabilityoftheJapaneseproductionsystemin 
theUnitedKmgdom・IhadachancetovisittwoJapanese-afYniatedautoplantsinOctoberof
l99LTwoplantshavedifYbrentcharactereachother:Ｏｎｅenterprise,inthefblmofasoleently， 
wasbuiltatagreenfleldsite・Itproducespassengercars・Theotherisajointventurewithan
American-afYIliatedlocalnrm,producingmainlyrecreationalvehiclesinarestructuredplant， 
However,theybothapplytheJapaneseproductionsystemsuccessfillly、Itseemsthatbothman‐
agersandworkersintheUKareHexibleenoughintakingontheJapanesesystem 
１．Ｉｎｔｒｏｄｕｃｔｉｏｎ 
ThemainpurposeofthispaperistoexplaintransfbrabilityoftheJapaneseproduc‐ tionsystemintheUnitedKingdom,basedonHeldresearch・Ihadachancetovisittwo
Japanese-afYIliatedautoplantsalreadyoperatingthereinOctoberofl991・Iconducted
interviewswithJapanesemanagersandplanttours・
Ｉ,ｄｌｉｋｅｔｏｓｔａｔｅｈｅｒｅｉｎｔｈｅｂｅｇｉｎｎｉｎｇｔｈｅｍainfbcusofthisfieldresearchItis 
imperativefbrJapanesemultinationalstoapplytheJapaneseproductionsystemin ordertoretaincompetitiveadvantageinlocalmarkets・Ontheotherhand,theyshouldadaptthemselvestolocalmanagerialenvironmentsaslongastheyareoperatingthere・Thereremainsthequestionofwhetherornottheapplicationandtheadaptationcanbe realizedwithoutsuccumbingtoadilemma・Assumingthatsomebalancebetweendi-
rectapplicationandadaptationcanbeachievedinreality,whataspectsofthesystem caｎｂｅａｐｐｌｉｅｄａｎｄｈｏｗ？Howcanenterprisescombinethetwoantagonisticaspectsof applicationandadaptationtolocalconditions?Thisisthesubjectoftheresearch 
I，dliketoexplaintheJapaneseproductionsystembriefly・Itconsistsofthreepiv‐otalelements:Shop-floororientatedworkorganization,productioncontrolwithelimi‐ 
natingwaste,andparticipativemanagement・First,shop-noororientatedworkorgani‐zationconsistsoff1exibilityinworkassignments,participationinworkwithon-going improvementandameritsystemdetelTningbothwagesandpromotionWorkisas-
signedtoateammanagedbyfbremenThouｇｈｔｈｅｔａｓｋｆｂｒａｗｏｒｋｅｒｉｓｔｏｂｅｓｐｅｃｉfYed clearly,itisnotassignedexclusivelyfbrｈｉｍ、ItisredistributedHexiblywithmtheteam・Workersarerequiredtobemulti-skilled，conductingdifIbrentkindsoftasks
withinteamsorevenacrossteams・Alsotheyarerequiredtoberesponsiblefbrquality
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ofproductaswellasordinalymaintenanceoffacilitiesWorkstandardｓａｒｅｗｒｉｔｔｅｎｂｙ 
ｆｂｒｅｍｅｎａｎｄｎｏｔｂｙｉｎdustrialengineersBothfbremanandworkersarerequiredto 
participateinfindingwaystoimproveproductionmethods・Thefbremanhasarightto
assessperfbrmanceofteammembers・Workersａｒｅpromotedtohigherpositions
withinacompanythroughacquisitionofawiderangeofskillsandmanagementabil‐ 
ity・
Second,productioncontrolthateliminateswasteisthekeytorealizebothhigheffi‐ 
ciencyandgoodquality、Partsareprovidedaccordingtorequests分omthefmalmanu‐
fncturingprocess・Eachmanumcturingprocessholdsaminimumamountofpartsand
directspreviousprocesseswithinplanｔｓａｓｗｅｌｌａｓｏｕｔｓｉｄｅｐａｒｔｓｍａｋｅｒｓｔｏprovide 
partsaccordingtospecifications・Ｗｏｒｋｅｒｓａｒｅｇｗｅｎａｒｉｇｈｔｔｏｓｔｏｐｔｈｅａssemblyline
whendetectmgdefbct・Thusthequalityofproductsisassuredinmanufacturingpro‐
ｃｅｓｓ 
Ｔｈｉｒｄ，participativenlanagementmustberesponsivetotheshop-f1oororientated 
workorganizationManagerｓｎｅｅｄｔｏｋｅｅｐｉｎｔｏｕｃｈｗｉｔｈｔｈｅｗｏｒｋｐlaceandgTaspthe 
realsituationSinglestatusoregalitariandealinemploymentconditionissetfbrall 
employees、AlsojobsecurityisofYbredfbremployeesimplicitlyorverbally・Within
theseguidlines,companymeetingsorconsultationsatvariouslevelsareinstitutedto 
getconsensus 
BecausetheproductionsystemstemsfiPomJapanesecultureandsociety,itisvely 
interestingwhetherornotthesystemisapplicableinfbreigncountrieswherethecul‐ 
tureandstructureofsocietyaredifYbrentfTomJapan、
TheJapaneseMultinationalEnterpliseStudyGroup11,towhichlbelong,hadcon-
ductedfieldresearchonJapanese-afYiliatedplantsintheUnitedStateswhereEuro‐ 
peancultureandtraditionsexist・AfterthatwevisitedKoreaandTaiwan,wheretheir
culturesexhibitgreatersimilaritywithJapan,todoresearchonthesametheme・The
resultoftheresearchshowsthatJapanese-afTIliatedfirmsappliedtheJapanesesys‐ 
temsuccessfUllythoughinsomeareasonlycertainelementscouldbeappliedselec‐ 
tively、ＩｎｔｈｅＵＳ.,ａｕｔｏｍｏｂｉｌｅＨｒｍｓｗｅｒｅａｂｌｅｔｏａｐｐｌｙａgreaterpartsofthesystem，
whileelectronicsfIrmshadatendencytowardsadaptationtolocalenvironments(Abo 
etaL1991)．ＩｎＴａｉｗａｎ,enterprisesapplieditmoresmoothly,becauselocalenviron-
mentsareagreeablewiththeJapanesesystem(Kumonl992b)． 
RegardingtheUK,Ihadexpectedsomewhatnegativeconditionsfbrtransfbrability 
ofthesystembefbrehandOnonehand,thereseemedtobeahistoryofresistanceto 
transfbr・Inthecaseoftheautomobileindustry,theAmericanmassproductionsystem
wasdiffUsedonlyreluctantlyintｈｅＵＫ,andindigenousautofirmsdeclinedafter 
WorldWarllwithoutmakingshopHoorchangessuccessfUlly・Eventhoughmovlng
assemblylinesweretranfbrred,American-styleworkorganizationａｎｄｐｒｏｄｕｃｔｉｏｎｃｏｎ－ 
ｔｒｏｌｗｅｒｅｎｏｔａｐｐｌｉｅｄｅａｓｉｌｙｉｎｔｈｅＵＫ、BecauseworkerscontrolledworkefYbrtand
tradeunionshadstrongbargamingpoweragainstmanagｅｍｅｎｔｉｎｔｈｅＵＫ,ｔｈｅＡｍｅｒｉ‐ 
ｃａｎｓｙｓｔｅｍｂｙｗｈｉｃｈｍａｎａｇｅｍｅｎｔｈａｄｔherighttocontrolandsetproductionstan-
dardswasnotacceptedbyworkers(Lewchukl987）Althoughtherearediffbrentopin‐ 
ionsonthedeclineoftheBritishauｔｏ５ｒｍｓ，spotcontractsandthelargenumberof 
tradeunionscontributedtothedecline(Willmanl986)． 
Ontheotherhand,Icouldalsoexpecttheexistenceofcertainpositiveconditionsfbr 
applicationofthesystem、Firstly,Britishautoindustryhadalonghistolyofexcellence
intermsofskilledworkersaswellasgoodpartsmakers・Secondly,laborrelationshave
6８ 
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beenchangingrapidlyfmmanadversarialposturetomorecooperativetype,ａｎｄthe 
singleunionsystemisspreadin9．Also,governmentwelcomesfbreigninvesｔｍｅｎｔｉｎ 
ｔｈｅＵＫ、
ThereareconHictingjudgementsonoperationofJapanese-affiliatedautoplantsin 
theUK・WickensclaimedtransfbrabilityｏｆｔｈｅｓｙｓｔｅｍｉｎｔｈｅＵＫｂａｓｅｄｏｎｈｉｓｏｗn
experience，Hepresentedevidenceclearlythatprinciplesofflexibility，qualityand 
teamworkaretransfbraｂｌｅｉｎｔｈｅＵＫ(Wickensl987lContrarytothis,GalTahanand 
StewartcriticizedthesystemthatitsharesthesamegoalwithFordism,thoughina 
difYbrentway,andpointedoutproblemsontheshopfloorwithpredictingfUtureinsta-
bilityoflaborrelations（GarrahanandStewartl992LInterestingenough,thetwo 
difYbrentworkscitedheretargetedonthesameplant． 
2．Ｊａｐａｎｅｓｅ・AffiliatedAutoFirⅡｎｓｉｎｔｈｅＵｎｉｔｅｄＫｉｎｇｄｏＩｎ
２･ｌＡｎａｄｖａｎｃｅｍｅｎｔｏｆｅＪａｐａｎｅｓｅａｕｔｏｆｉｒｍｓｉｎＥｕｒｏｐｅ 
TheEuropeanmarketisnoteasytoenterfbrtheJapaneseautofirms・Thoughthe
salesvolumeofcarsiscomparablewiththeUS.,theEuropeanmarketiscomposedof 
difYbrentcountrieshavingspecificprominence、ExportofJapanesecarstoEuropehas
beenmonitoredbyJapaneseMITI(MinistryoflntemationalTradeandlndustry)since 
１９８６１，dliketoexplainaspecificfbatureofadvancementofJapaneseautoflrmsin 
Europe:TheyhavebeguntoconsiderlocalproductioninEuropeafterhavingfmished 
decisionmakingconcerningNorthAmericaProductionplantsfbrpassengercarsare 
relativelyconcentratedintheUKThemajorityofenterprisesarejointventureswith 
localflrmsanddifYbrentfmmthecaseｏｆｔｈｅＵ.Ｓ・
WhatstimulatedadvancementmEuropeistheexportrestlictiononcars,comple‐ 
ｔｉｏｎｏｆｍａｋｉｎｇｉｎｒｏａｄｓｉｎｔｏＮｏｒｔｈＡｍerica，andprobablecontinuationoftheexport 
restrictiontoEuropeafterintegrationoftheEO 
Japaneseautofirmshadchosenexportsofproducttodevelopedcountriestoavoid 
riskylocalproduction、Exportrestrictionstimulatedachangeofthestrategy・Atfirst，
JapanesefirmsrestrictedexportsｔｏｔｈｅＵ.Ｓ,beginninginl98LThentheydecidedto 
producecarsatlocalplantsintheearlyandmiddlel980，sStart-upoflocalproduction 
intｈｅＵ・SbyJapanesefirmswasconcentratedbothbefbreandafterl983andl988、
Inl986,MITIstartedmonitoringexportsofcarstoEurope・Exceptfbronecompany
whichhadjuststartedproductionintheUK,majorcompaniesbegantopreparelocal 
productioninmid-,80s・ＩｎＪｕｌｙｏｆｌ９９１,ａｎECcommitteeandJapaneseMITIreached
anagreementfbrcontinuationofmonitoringfbrsevenyearsafterl992．Becausethe 
agreementdidnotmakecIearwhetheritwouldincludelocalproductionbyJapanese 
companiｅｓｏｒｎｏｔ,diffbrentopinionsarepresentedonthepoint、
Regardinglocations,fburJapaneseflrmschosetheUK、Threeautomakersselected
theUK,andanothercompanyproducesrecreationalvehiclestherelnaddition,Hun-
gary,HollandandSpainareselectedaslocationsfbrproductionofpassengercarsAs 
fbrtrucks,productionstartedinPortugal,SpainandGreece,whichareperipheralar-
easinEuropeandthenspreadsintodevelopedａｒｅａｓｓｕｃｈａｓｔｈｅＵＫａｎｄＧｅｒｍａｎｙ・
TheentryfbrminmajorityarejointventureswithlocalmakersratherthansoIe 
operationThough,ofelevenplants,onlythreeareinthefbrmofjointventureswith 
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theBigThreeinNorthAmerica,thelnajorityarejointventuresinEurope・Thatisto
say,onlytwopassengercarplantsintheＵＫａｒｅｓｏｌｅｅｎｔｒｙａｎｄｏｔｈｅｒｐｌａｎｔｓａｒeinthe 
fblmofjointventuresorlicensingagreements． 
２．２Japanese-affiliatedautomobiIeplａｎｔｓｉｎｔｈｅＵｎｉｔｅｄＫｉｎｇｄｏｍ 
NowletmedescribethecharacterofthefburplantsintheUKmtermsoflocation， 
products,plantscale,Japaneseexpatriates,andtradeunions(Tableｌ)． 
Regardinglocations,companiesA,BandCselectedprudently・CompanyAchose
SunderlandinthenortheastEnglandastheirlocationLarge,､whitebuildingsspread 
outintheruralareaWorkersmthisareahaveagoodworkethic,andthecompany 
succeededinhiringdiligentpeople・Localgovernmentwelcomedaninvestmentofthe
companyAinthisarea,becausetheunemploymentratewashighduetodeclineof 
traditionalindustriessuchasshipbuilding,coalmining,andironandsteeLJapanese 
maker`b，(Jb)establishedcompanyBinSwindoninl985todocooperativeresearch 
Table1．Ｊａｐａｎese-AffiliatedAutoP1antsmtheUK 
PlantA ＰｌａｎｔＢ ＰＩａｎｔＣ ＰｌａｎｔＤ Plant 
Jointventure Jointventure 
TypeofEntly 
EgtabIished gｎｔｅｍｂｅＴ１９８７ＤｅｃｅｍｂｅＴ１９８９ ｑｍｒｉｌｌ９８と
､）８(】EquityShare 
Location 
Product目
ｍｔｅｍｂｅｒｌ９８７lＳｅｎｌ９Ｐ 
Start-up 【)cＬＩ９Ｅ
sUl)ＯＯ－７Ｕ()Ｏ【】
AnnualCapacity ＤＯＯＯ(］ 
2,000 2，１００ 1，９００ Employees 4，０００ 
Japanese 
Expatriates 
(兜ofall
employees） 
１００ 
(5９， 
３ 
(0.1兜!）
５０ｏｒ６０ 
(２．６ｏｒ3.2％） １ 
０
％
 
４
１
 
Ｉ
 
ＡＥＵ,ＥＥＴＰＵ， 
ＴＧＷＵ，ＭＳＦ１， 
ＭＳＨ４ 
Ｅ３４ＭｉＬ 
ＡＥＵ ＮＯ ＡＥＵ TableUnion 
Ｖ７０Ｂｉｌ． ｆ８４０ＭｉＬ f900miL Tbtallnvestment 
Note:ＴｈｅｅｎｇｍｅｐｌａｎｔｏｆＤｉｓｌｏｃａｔｅｄｉｎＤｅｓside,Walea 
Sources：JapanAutomobileManufacturersAssociation，Inc、1992.Ｔ１ｈｅＭｏｔｏｒＩ几dⅡ８t,ｙｏ／
ｊａｐａ"・Tokyo:ＪＡＭＡ､Andinterviews．
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anddevelopmentwithaBritishcompany,withwhichJapanesecompanyBhashada 
technicaltie-upsincel979・ThoughcompanyBbuiltonlyinspectingandpartsplant
fbrcooperativedevelopmentofcars,ｉｔａｌｓｏｈａｄａｌａｒｇｅｓｉｔｅｍｃｌｕｄｉｎｇｔｈｅplant．‘Jb， 
seemedtoexpectbuildinganewassemblyplantthereinthenearfUture・Infblct,ｃｏｍ‐
ｐａｎｙＢｓｔａｒｔｅｄｔｏｂｕｉｌｄａｎｅｎｇｌｎｅｐｌａｎｔｉｎｌ９８７ａｎｄｄｅｃｌａｒｅｄａｐｌａｎｔｏｍａｎufacture 
passengercarstherewiththeBIitishcompany、
Japanesemaker‘｡，（』。）ａｎｎｏｕｎｃｅｄｅｎｔｒｙｉｎｔｏｔｈｅＵＫｉｎｌ９８９ａｎｄselected
BurnastonoutofmanylocationsofYbredbylocalgovernments、Ｔｈｅｒｅａｓｏｎｗｈｙ`Jd，
chosetheneighboringdistrictofDerbyisthatlocalgovernmentgavegoodincentives， 
manypartsmakersarelocatedclosetotheplant,ａｎｄｄｉ]igentworkersaTelivingthere 
Japanesemaker`c，（Jc）ｔｏｏｋｏｖｅｒｔｈｅｅｘｉｓｔｉｎｇｐｌａｎｔｏｆａｎＡｍericanmaker，which 
shares40船ｏｆＪｃ，sequity・TheplantislocatedinLuton・
Regardingproducts,itisveryinterestingthateachcompanyplanstoproduceupper 
classcarswithlargedisplacementvolumeandhighpricesratherthantheirbestselling 
compactcars,whichisdiffbrentfiPomthecaseinｔｈｅＵ・ＳＴｈｉｓｃｈｏｉｃｅｓｅｅｍｓｔｏａｉｍａｔ
ｓｅｌｌｉｎｇcarsnotonlyintheUKbutalsoinContinentalcountries，CompanyCproduces 
mainlyrecreationalvehicleswhichsellwellinEuropeThoughitalsoproducesvans 
andpick-uptrucks,itwillincreaseproductionofrecreationalvehicles・
Eachcompanystartsproductionatalowvolumeintensofthousandsofcars,having 
aplantoincreasecapacitylater、TheyconsiderthemarketsituationｂｏｔｈｉｎｔｈｅＵＫ
ａｎｄｔｈｅＣｏｎｔｉｎｅｎｔｗｈｅｒeautonITnsaresuHbringfTomoverproductioncapacity、Ｃｏｍ‐
panyAstartedproductionfiQomsmallknocked-downtypes・Ｔｈｅｎitincreasedcapacity
gradually,andadoptedasecondshiftinl987、Ｉｎｌ９８８,itbeganengmeproductionto
raiseuplocalcontentofpartssoastomakepossibleexportsofproductstotheConti‐ 
nent､Accordingly,theFrenchgovernmentrecognizediｔａｓａｎＥＣｍａｄｅｃａｒ・Ｎｏｗｉｔｈａｓ
ａ200,OOOcapacityandemploys4,OOOworkers・ＣｏｍｐａｎｙＢａｎｄＤｗｉｌｌｓｔａｒｔｆｍｍｔｅｎｓ
ｏfthousandscars、CompanyCproducesabout30,OOOrecreationalvehiclesandhasa
plantoincreaseit・
JapanesemultinationalsarelikelytosendalotofJapanesemanagerstolocal 
plantsbecausetheyhavemasteredtheuniqueproductionsystem・Ｏｎｔｈｅｏｎｅｈａｎｄ，
themoreJapanesemanagerstheysend，ｔｈｅｅａｓｉｅｒｉｔｉｓｆｂｒｌｏｃａｌｐｌａｎｔｓｔｏａpplythe 
systemOntheotherhand,itcreatesmorecostfbrthecompanyandpossiblydiscour‐ 
ageslocalmanagers・Theheadquartersinthehomecountrｙｉｓａｎｎｏｙｅｄｗｉｔｈｓｕｃｈａ
ｄｉｌｅｍｍａＴｈｅｒｅａｒｅthreepatternsinthismatterinthecaseofNorthAmericaThe 
firstoneiｓｔｏｓｅｔｔｈｅｎｕｍｂｅｒｏｆＪａｐａｎｅｓｅｔｏ５外ofallemployees・Thesecondoneisfbr
Japaneseheadquarterstodelegatepowermainlytolocalmanagersandhavelessthan 
l兜ofallemployeesbesentfTomJapan・Thethirdpattemistotakeamoderatestance
betweenthetwowithdispatchmgenoughJapanesetoconstitute２％ｔｏ３％ofallem-
ployees、EveryJapanese-afYiliatedautoplantinNorthAmericahassettledｄｏｗｎｔｏｆＩｔ
ａｎｙｏｎｅｐａｔｔｅｒｎｏｕｔｏｆｔｈｅthree・ＨｏｗａｂｏｕｔｉｎｔｈｅＵＫ？ＩｔｉｓｄｉｆＹ１ｃｕｌｔｔｏｇｅｔｆｉｘｅｄ
ｎｕｍｂersfbremployeesandJapaneseexpatriates,becausecompaniesAandCarestill 
increasｉｎｇｅｍｐｌｏｙｅｅｓａｎｄｃｏｍｐａｎｉｅｓＢａｎｄＤａrepreparingfbrfnll-scaleproducｔｉｏｎｌｆ 
ｌｍｕｓｔｆｍｄｓｏｍｅｉｍａｇｅａｂｏｕｔｔｈerateofJapaneseexpatriates,Icangetaninteresting 
resuIt・Ｔｈａｔｉｓｔｏｓａｙ,ｉｎｔｈｅｃａｓｅｏｆｃｏｍｐａｎｉｅｓＡ,Ｂ,ａｎｄＤ,ｔｈｅｙｈａｖｅｓａｍｅｒｅｓｕｌｔｅｖｅｎ
ｉｎｔｈｅＵＫａｓinNorthAmerica(AboeZaJ､1991:134-135)．Therateshowsthatcompany 
Ais１％,ｃｏｍｐａｎｙＢｉｓ５％ａｎｄｃｏｍｐａｎｙＤｉｓ２ｏｒ３外(Tableｌ)．CompanyCsendssmall
numbersofJapanese,ａｍｏｕｎｔｉｎｇｔｏＯ､1％ofthetotal,whichreHectsthepositionofthe 
７１ 
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company・ThecompanywaslaggedbehindinmakinginroadstoEuropeanddidnot
haveitsownsalenetworkoverthere、Givenitsrestrictedmanagementresourcesand
thefbrmofjointventurewhichusesanexistingplant,theJapaneseheadquarters 
wouldnotwanttoinvesttoomuchHowever,itisabletoapplytheuniquesystemwith 
suchsmallnumbersofJapanese,whichiscompletelydifYbrentfi･omthecaseintheUS・
JapanesecompanieswereveryanxiousaboutlaborrelationsintheUKbefbremak‐ 
ingdecisionaboutinvestment、Butlaborrelationshavebeenchangingrapidly、Given
thedeclineofmanufをＩＣturingmdustriesandThatcherism,thetraditionalcontractsys‐
temwherebypluraltradeunionsnegotiatewithmanagementtogetspotcontractshas 
diminished、Thesingleunion,eventhenon-unionsystem,andcooperativelaborrela‐
tionsarespreading 
CompaniesA,ＢａｎｄＤｄｉｓｐｌａｙｔｈｅｎｅｗｔｒｅｎｄｉｎｌaborrelationsclearly・Thatisto
say,ａｓｓｈｏｗｎｉｎＴａｂｌｅｌ,companiesAandDhaveasingleunion(ＡＥＵ),andcompany 
Bchosetobenon-unionfbllowingexperlencesinNorthAmerlcaCompanyChasfive 
unionsbecauseittookoveranexistingplantwithintacttradeunions・Onoccasionof
restructuring,themanagementaskedunionstoworktogether・Thefbrmofnegotiation
andcontractchangedfiPomatraditiｏｎａｌｏｎｅｔｏａｎｅｗｓｔｙ]ebywhichmanagerswould 
negotiatewithrepresentativesoffWeunionsandgetasinglecontract． 
3．Ｐ１ａｎｔＡ８ＧｒｅｅｎＦｉｅｌｄＳｉｔｅ 
IvisitedplantAon21stdayofOctobｅｒｉｎｌ９９１ｔｏｄｏｉｎｔｅｒｖｉｅｗａｓｗｅｌｌａｓｐlanttour・
AlthoughlhadalreadyknownofthesuccessfillappUcationoftheJapanesesystemat 
theplantthroughsomeStudies(Wickensl987,Abol990),theinterviewandplanttour 
mademepossibletograsprealsituationconcretelyandtogetimportantfacts,being 
difYbrentfiPomthebrotherplantintheUS・Iwasespeciallysurprisedtoknowthewage
system,qualityassurancesystemandlaborrelations,becauseitapplieduniquesystem 
inthoseitemsbeyondmyexpectation(Table２)． 
Table２．ＰｒｏｇｒｅｓｓｏｆＰ１ａｎｔＡ 
AgreementsignedwithHerMajesty,sGovernmenttobuildacar 
manuftlcｔｕｒｉｎｇｐｌａｎｔｉｎｔｈｅＵＫ、
FirstBritishemployeeappointed・
AmalgamatedEngineeringUnionestablishedasthesingletrade 
uniontorepresentPlantAemployees・
TrainingprograminJapanfbrPlantAstaHcommenced 
ConstructionofHｒｓｔｐｈａｓｅｏｆｐｌａｎｔｃｏｍｐｌｅｔｅｄ 
Ｆｉｒｓｔtrialproductioncarbuilt、
Firstcommercialproductioncarcoｍｐｌｅｔｅｄ 
ＰｌａｎｔｏｐｅｎｉｎｇｃｏｎｄｕｃｔｅｄｂｙＴｈｅＰｒｉｍｅＭｉｎｉｓｔｅｒ，Margaret 
Thatcher、
TwoBritishDirectorsappointedtoｔｈｅＢｏａｒｄｏｆＰｌａｎｔＡ・
ThousandthBritishemployeeappoiｎｔｅｄ 
ＦｉｒｓｔｅｘｐｏｒｔｓｔｏＣｏｎｔｉｎｅｎｔｃｏｍmenced 
lOO,OOOcarscompleted 
ABritishManagerappointedManagingDirector、
Ｎｅｗｃａｒ]aunched． 
1984,2 
１０ 
１９８５，４ 
５ 
１２ 
１９８６，４ 
７ 
９ 
1９８７，１ 
9 
1988,9 
1989,2 
６ 
１９９０，９ 
Sources:ＣｏｍｐａｎｙＡ・Pro/iileAndinterview．
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１，dliketoexplaintheresultoftheplanttouratfIrst・Ｔｈｅwhite,largeplantiseasily
noticedfromadistanceandstandsintheruralareaofSunderlandPlantA,atest 
course,ａｎｄｔｗｏｓｍａｌｌｅｒｐｌａｎｔｓｏｆｒｅｌａｔｅｄｐartsmakersarespreadaboutinthelarge 
siteofabout3,000,000,2．TheplantwasdesignedbyJapaneseatthefirstphaseand 
asecondphaseofconstructionaddedanadditionalcapacitywasdonebybothJapanese 
andBritishlnasimplyandrationallydesignedplant,themainfburshops;stamping， 
welding,painting,andassembly,arealignedsidebyside・Engine,plasticmoulding，
andcastingshops,aimingfbrrealizationof80％oflocalcontent,alsoareplacedwithin 
thesameplantsitePlantfacilities,arearrangedtoresembleEnglishletter`Ｅ，、Both
thestampingandweldingshopsarecontinuallyaligned，constitutingthetoppartof 
theE，、Thecentralpartisallottedtothepaintingshopandthebottompartisallotted
totheassemblyshopBodies,afteraddednecessaryworkateachｓｈｏｐ,aresentbackto 
theverticalstemofｔｈｅＥ，,andthentransfbrredtothenextshopTheysaidthatthis 
E-shapedtypeoffblcilitiesallocationhasanadvantageinextensionandgeneralpur-
pose・
Let，slookatspeciHcfbaturesofeachshopThestampingshopiscomposedoftrans‐ 
fier-typemachineslikeinJapananｄｔｈｅＵ,SNexttotheblankingmachine，fIve 
tranfbr-typemachinesareplacedside-by-side，andinaddition，ｏｎｅｓｅｔｏｆｐｒｅｓｓｍａ‐ 
chinesisarrangedintandem,whichisatraditionallayoutfbrpressmachinesAllof 
themaremadｅｉｎＪａｐａｎ・Largepartsofthebodyshell，suchasthebodyitselE
bumpers,anddoorsaremadehere,thoughsmallpressedpartsaremanufacturedata 
relatedcompanylocatｅｄｉｎｔｈｅｓａｍｅｓｉｔｅ・Nextcomestheweldingshopwhereeach
pressedpartisweIdedtogether・Thespecificfbatureofthislineisthatinadditionto
themainweldingprocessfbrfinmingabody，therearealsosub-weldingprocesses， 
makingbodysides,hoods，anddoors、Theweldinglinef1owsfTomtheHooｒｍａｉｎｔｏ
ｍａｍｒｅｓｐｏｔ,ｂｏｄｙmain,bodyrespotandmetalline、Onthesideofthebodymainline，
ｗｈｅｒｅｔｈｅｃarbodyisfiPamed，thereisplacedthebodysideline・Ａｔｔｈｅｍｅｔａｌｌｉｎｅ，
doors,hoods,fbnderswhicharemanufacturedatthesidelinearethenattachedtothe 
ｍａｉｎlineandputtogetherontothebody・Theinstallationof90robotsimportedfi･om
Japanfbrnewcarsresultedmaugmentationoftherateofautomationto70船ｏｒ８０％of
theweldingspots・
Thecompletedbody-in-whiteistransfbrredtothepaintingshop,whereitispainted 
inthreecoats・ThepaintingfHcilitiesandconveyerbeltareimportedfTomGermany・
Paintedbodiesaretransflerredtothestorageonce,ｗheretheline-upcarsareadjusted 
tothesequentialorderofthenextassemblyline 
Theassemblylineiscomposedoftrimandchassis・DuringtheplanttourIwasable
tonoticesomeboardsdisplayingaskillｔｒａｉｎｉｎｇｓｃｈｅｍｅａｎｄＫａｉｚｅｎｐｌａｌＬＩｗasim-
pressedthateachworkerwasworkinghardwithbriskmovementsatshops、Ofcourse，
nobodysmokedoratewhileworking． 
3.2Workorganization 
Nowletmeexplainthemainissuesofthispaper・IconductedinterviewswithJapa-
nesemanagertograspwhetherornottheycouldactuallyapplytheshop-Hoororien‐ 
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tatedworkorganization、Accordingtotheanswel･stomyvariouskindsofquestions，
theysurelyapplythesystemsuccessmllyevenmorethantheirbrothｅｒｐｌａｎｔｉｎｔｈｅ 
ＵＳ・does、
Humanresourcemanagementstartsfmmhiring，ｓｏｌ，llexplainthisstagefirst・
Ｔｈｅｙａｄｏｐｔａｖｅｒｙｐｒｕｄｅｎｔｗａｙｏｆｈｉｒｉng,composedofvarioussteps,finishingwitha 
supervisor，sinterviewofapplicants・Intheflrststep,theyscreencandidatesbyexam-
iningtheirpapersandrequirethemtotakesometests,suchasmathematicsorskills， 
etc，Afterthat,supervisorscarryoutinterviewswithcandidatesandmakefmaldeci-
sionabouthiring、Thesupervisorisresponsiblefbrtrainingemployeessothatthey
leamtobecometeammemberseasily・Ｔｈｅcompanyhashadapolicytoraiseordinaly
workerstothepositionofsupervisorandskilledworkerswithin、Butnowthatithas
startedoperationrecentlyandhasbeenexpandingcapacity，bothsupervlsorsand 
skilledworkersarebeinghiredseparatelyfromtheordinaryworkers， 
Iattachgreatimportancetonumbersofjobclassificationsortitleswhichshow 
employee,sjobcontentandwages、BecausetheJapanese-styleworkorganization
needsflexibilityinworkassignments,itsnumbersshowplainlyaninstitutionalcondi-
tionfbrimplementationofthesystenLNeedlesstosay,ｔｈｅｌｅｓｓｔｈｅｎｕｍｂｅｒｓａｒｅｓｉｍ‐ 
plifIed,ｔｈｅｍoreoperationalconditionsareab]etobeHexible 
Themanager，sanswertomyquestionwasthattheyhaveonlytwojobcategories； 
manufblcturingstafKmeaningordinaryworkersandtechnicians,indicatingskilled 
workersattheshopfloor・Sotherearebasicallyonlytwojobcategoriesfbrworkers，
andthencomesuchpositionsasteamleadersandsupervisors（Figurel）Thisisthe 
sameoccupationalsysteｍａｓｉｎｔｈｅｂｒｏｔｈｅｒｐｌａｎｔｉｎｔｈｅＵＳ・However,ｉｎｔｈｅＵＳ.，
supervisorswhohavearighttoassiｇｎｗｏｒｋｃａｎｎｏｔｐｏｓｓｉｂｌｙｂｅｍｅｍｂｅｒｓｏfthelabor 
union,asdeterminedbythelaborlaw、ThisisdifYbrentfi･ｏｍｔｈｅｃａｓｅｉｎｔｈｅＵＫ,where
asupervisorcanbeamemberoftｈｅｕnionFigurelshowstheadministrativeorgani‐ 
zationattheshopHooroftheplantＡ・Thesupervisormanagesteamscomposedof20
memberswithtwoteamleaders， 
NextrdliketoexplainwagesystemwhichismorelikeJapanesesystemanddifYbr‐ 
entfipomthebrotherplant，ｓｉｎｔｈｅＵ.Ｓ、Allemployeesareconsideredtobesalaried
workersThecompanyestablishedsinglestatusfbreveryworkconditionincludingthe 
wagesystem・EventhoughinthecaseofJapanese-afYYliatedautofirmsintheU.Ｓ､，
managerstreatevelyemployeeequallyinpromotionandemploymentsecurity,ｉｎreal‐ 
ityordinalyworkersarecalled`hourly，workersandtheirwagesarecountedhourly,as 
determinedbytheAmericanlaborlaw・Theegalitariansystemismoreeasilyinstitu-
tionalizedintheUK,duetolackofregulationbythelaboｒｌａｗ,andworkingconditions 
SeniorSupervisor 
J 
Supervisor 
l 
TeamLeader 
S 
ManuftlcturingSta(1． 
(１person） 
８ 
(２people） (１persom 
O 
UOpeople) 
ＦｉｇｕｒｅＬＴｅａｍＳｙｓｔｅｍａｔＰｌａｎｔＡ 
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canbesetvoluntarilywithincompany,fbllowingcommontermsandconditionofem-
ployment・Inaddition,thecompanyadoptsaperfbrmanceevaluationsystemwhich
determineswage・ＳｏｔｈｅａｍｏｕｎｔｏｆｗａｇｅｆｂｒｗｏｒｋｅｒｓｉｓｄifTbrentfYomeachother・The
managercalledthissystemasability-basedwagesystemsimilartotheJapanesesys‐ 
ｔｅｍ・ＩｎｔｈｅＵ.Ｓ，Japanese-afYniatedautofIrmsdidnotadoptsuchawagesystem
whethｅｒｏｒｎｏｔｔｈｅｙｈａｄａｌａｂｏｒｕｎｉｏｎＬａｂｏｒunion（ＵＡＷ）wouldresistitbecause 
laborunionmovementhasfbughtagainstameritsystemduetoitshistoryofpromot‐ 
ingfavoritism、Evenifalaborunionisnotorganize｡,ＵＳ・filmswouldnotadoptit，
beingafiaidofpotentialattackfbrorganizationfiPomtheunionintheU.Ｓ・
ThereareeightjobcategorieswhicharepotentiaUysubjecttouｎｉｏｎｍｅｍｂｅｒｓＴｈｅｙ 
ａｒｅｋｎｏｗｎａｓOccupationalclassifIcationsconsistingof`ＡＡ，(AdministrativeAssistant)， 
`ＭＳ,(ManufacturingStafD,`ＴＥＣＨ，(Technician),`TL-MS，(TeamLeader-Manufactur‐ 
ingStafT)，`ＡＯ/ＴＯ，（AdministrativeOfYIcer/TechnicalOfHcer)，‘ＴＬ－ＴＥＣＨ，（Team 
LeaderTechnician)，‘E/S/Ｃ，(Engineer/Supervisor/Controller)，‘ＳＥＮＩＯＲＳ,(ＳｅｍｏｒＥｎ‐ 
gineer/SeniorSupervisor/SeniorController)．Wageincreasesaredividedintotwo 
parts:ａｇｅneralincreaseandmeritincrease、Generalincreaseisdetelminedthrough
thenegotiationatthecompanycounciLconsideringtheConsumerPricelndex,com-
panyperfbrmance，andnation-widewageincreaseMeritincreaseisdeterminedby 
perfbrmanceevaluationfbreachworker，Regardmgrealwageamount,ｗａｇｅｓｆｂｒＭＳ 
ｒａｎｇｅｆｍｍｌＯｔｈｏｕｓａｎｄｐｏundsto12thousandpounds、ＴＬ－ＭＳ，swagesrangefroml2
thousandpoundstol5thousandpounds、Also,ＳＶｇｅｔｆｉＱｏｍｌ８ｔｈｏｕｓａｎｄｐｏｕｎｄｓｔｏ２３
thousandpounds、ThewagedifYierenceratebetweenskilledworkers(ＴＥＣＨ)andordi‐
naryworkers(ＭＳ)ｉｓabout15％,whichisnarrowerthanthecasefbrtｈｅＵＳ・plants，
ｗｈｉｃｈａｒｅａｔａｂｏｕｔ18％・Ｓｕｐｅｒｖｌｓｏｒｓｇｅｔｔｈｅｓａｍｅａｍｏｕｎｔｏｆｗagesasengmeers、
Supervlsorsareresponsiblefbrassessingeachworker，sperfbrmance、Perfbrmanceas‐
sessmentisdividedintofWeranks,ｎａｍｅｌｙ,`outstanding，,`filllyproflcient,,`highlyrec-
ommendable，,etc、Therealrangeofassessedranksextendsnormallywithoutread-
justmentasaresulL 
Iwascumouswithreactionbytheuniontoaperfbrmanceevaluationsystem・The
manageransweredmyquestionaboutitbysayingtherehasbeennoargumentonthe 
mattersofar，Managementnegotiateswiththeunionaboutthegeneralincrease・But
themeritincreaseisnotnegotiable;itisdecidedbythecompany・
Supervisorsmakeaplananddirectjobrotationwhichaimstoraiseupmulti-skilled 
workers・Atpresent,managersrequireworkerstomasterrelatedjobswithineach
team・Sojobrotationisimplementedwithinteambyteamleader,sleadershipinreal-
ity、Managersaskworkerstomastertheirjobaccuratelynow，Becausethecompany
hasbeenextendmgproductioncapacityandmanynewemployeesareassignedateach 
shop，Ithasapolicytoextendarangeofjobrotationinthenearfilture 
Regardingtrainingandeducation，thecompanyplacesgreatimportancｅｏｎｉｔａｎｄ 
ｈａｓａｐｏｌｉｃｙｔｏｓｅｎｄｃｏｒｅｅｍployeestoJapan・Attheflrststageofstart-up,ａｌｌＳＳＶｓ，
onethirdoftheSVsandthreehundreｄｏｆｔｈｅＴＬｓｈａｖｅｇｏｎｅｔｏＪａｐａｎｔｏｌｅａｒｎｈｏｗｔｏ 
ｍａｎａｇｅｔｅａｍｍｅmbers,ｈｏｗｔｏｓｅｔａｎｄｉｍｐｒｏｖｅｗｏｒｋstandards,ａｎｄｓｏｏｎ、TheJapa‐
nesemanagerassessedthatoneofthemainrequisitesfbrsuccessinplantmanage‐ 
mentdependsonthetrainingsystemsendingcorememberstoJapancontinually・
Ａｓｆｂｒｔｈｅｐｒｏｍｏｔｉｏｎ，thecompanyhasapriolitytopromoteworkersinternally 
withoutsettinganylimits・Onesupervisorhasbeenpromotedtopositionofmanager
already・Thedecidingfblctorfbrpromotionisarecommendationbydirectsupervisor．
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TherewerethreediffbrentkindsofentryfbrpromotioninthecaseoftheU,Splants； 
posting,recommendationbysupervisor,andrecommendationbyteammembers,and 
themajorityofcasesfItthefirStone;thatistosay,postingattheentranceofpromotion 
andapplication・ButplantAadoptstherecommendationsystemfbllowingtheJapa‐
neseexample 
Herel，dliketoconflrmtheroleofthesupervisonThecompanyplacesgreatrespon-
sibilityandauthorityonsupervisors・Theyareresponsiblefbrworkassignment,train‐
ingfiDrnewteammembers，establishingworkstandards，promotingteammeetings， 
ａｎｄｓｏｏｎＳｏｔｈｅｙａｒｅｇｌｖｅｎｈｉｇｈｗａｇｅｓ,equaltoengmeers・Thecompanyglvesespe‐
ciallygreatimportancetodirectcommunicationａｓｔｈｅｍａｉｎｐｉｌｌａｒｏｆｔｈｅｈｕｍａｎｒｅ－ 
sourcesmanagementthroughsuperⅥsors、Supervlsorsconducttwomeetingsduring
companytime:themorningmeetingandtheshift-en．meeting・Supervisorsgiveteam
membersvariouskindsofcompanyinfbrmationdetelminedbymanagersandgoover 
problemsofprevlousshift,etc・
ThoughjobsecurityisnotwrittenintotheagTeement,thecompanyregardsitasa 
basicconditionfbrsuccessfmhumanresourcesmanagementandexplainstoemployees 
itspolicyofnolay-ofTSverbally． 
3.3Productioncontrolandprocurements 
Japaneseproductionsystemisdistinguishedbyproductioncontrolwithoutwaste・
ItpresumesthatworkersarevitaliｎｃａｒｒｙｉｎｇｉｔｏｕｈＴｈｅｋｅｙｔｏｒｅａｌｉｚｅｂothhigh 
efficiencyandhighqualitydependsonactiveparticipationinworkbymanufncturing 
members・Thisisbecausetheyknowwellhowtodealwithproblemsoccurringatthe
shopnooraccurately・Ifbcusedmyquestionsaboutthismatteronhowmanagersset
uptheparticipativemethodfbrproductionandhowworkerscometoglipswithit、The
answersindicatedthattheyapplyitsuccessfnllyandespeciallyｈａｖｅimplementeda 
systemofqualityassuranceinthemanufacturingprocessmorethoroughlythaninthe 
Japaneseplantsoftheparentcompany・TheBlueBook,,orstandardoperationmanual
whichshowsworkmethodfbreachteammember,iswrittenbythesupervlsorand 
teamleader、TheworkmethodsaredifYbrentfTomJapanaUttlebitbecausetheir
particUlarcarmodelisdesignedmtheUKtouselocalparts・
Thecycletimeisfioom2minutestolminuteand50seconds、Workersarerequired
topuUthecode(bluecode)whentheydetectanydefbcts・Teammembersarerequired
toperfblmKaizenactivitiesundertheguidanceofthesupervisor．Ｉnoticedakindof 
slogan,(1)skillcontrol,(2)standardoperation,ａｎｄ(3)３ｓ(Seiso,Seiri,Seiton)during 
planttour・
AsfbrKaizenactivities,theyareputintoefYbctbyteammemberswithindutyhours・
Iftheywereconductedevenafterdutyhours,thereisanovertimepay， 
Regardingthequalitycontrolsystem，therearetwofimdamentallydiffbrentsys-
temsintheworld、Oneistoassurequalitybyinspectorsespeciallyatfmaltestprocess・
TheotheristoassurequalityinmanufacturingprocessbyworkersA1thoughinspec‐ 
torsareassignedintheprocesseveｎｉｎｔｈｅｌａｔｔｅｒｃａｓｅ,ordinalyworkersarerespon-
siblefbrquality、Thequalitycontroldepartmentisresponsiblefbrthequalityof
shippedproductsJapanesesystemcorrespondstothelattercase，However,thereare 
stilltwosub-typesofqualityassuranceinthelattercase・Namely,eitherthemanufac‐
turingdepartmentisobligedtoassureproductqualitythoroughlyduIingmanufactur‐ 
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ingprocess，orthedepartmentcooperateswiththequalitycontroldepartmentthrough 
assigninginspectorsfi･ombothdepartmentsTheparentcompａｎｙｐｌａｎｔｓｉｎＪａｐａｎｕｓｅ 
ｔｈｅｓｙｓｔｅｍｏｆassigninginspectorsfi･ombothdepartments、Ｂｕｔｔｈｅｐｌａｎｔｉｎ
Ｓｕｎｄｅｒｌａｎｄａｄｏｐｔｓｔhesystembywhichthemanufacturingdepartmenthasresponsi‐ 
bilityfbrqualityassurance・Alsotheplanthasaqualityauditroomwheresamplesare
pickedoutatrandomfbrinspectionandthedatafbdbacktomanufacturingprocessso 
thatitisusedfbrimprovementofquality、Theparentcompanyhasastandardofworld
widequalityevaluationsystemcalledtheVehicleEvaluationSystem(VＥＳ)andthe 
systemisappliedattheplantinordertoattainthehighqualityexpectedbyconsumers 
indevelopedcountries・
SkilledworkershavebeenhiredseparatelyfTomordinaryworkerssofar，Theyare 
highlymotivatedtomasterneededskills，ａｎｄａｒｅｎｏｔａｃｃｕｓｔｏｍｅｄｔｏｔｈｅｐｒｅｖｅｎtive 
maintenance・Asfbrtoolanddiejobwhichrequirethehighestlevelofskills,７０or80
employeesaretrainedbytwoJapanese・Ｔｈｅｔｉｍｅｓｐｅｎｔｏｎｄｉｅｃｈａｎｇｅｓｈａｓｂｅｅｎｒｅ‐
ducedtofiveminutes・
RationalprocurementsystemisalｓｏaspeciHcfbatureoftheJapanesesystem・Ｌｏ‐
caUyproducedcomponentscomprise８０％ofthenewmodels・Eventhoughsomefimc‐
tionalparts,suchascylinderblocks,crankshafts,transmissionsareimportedfi･ｏｍＪａ‐ 
pan,otherpartsareeitherboughtinEuropeorproducedwithintheplantitselfinclud-
ingengmeslnl991,plantAcontractsfbrpartswithl80difYbrentsuppliers・Ofthese，
Britishmakerscompliseabout70％,ａｎｄｔｈｅｏｔｈｅｒ３０兜areFrench，Gelman,Dutch，
andSpanishmakers・ThecompanyisnotstillsatisHedwiththequalityofpartsetc・
Consequently,ithasbeencreatingspecialteamscomposedofabouttenmemberseach 
toadviseandinstructpartsmakers・Thesuppliershaveacceptedsuchadviceandso
thecompanyhasextendedthenumberofassociatedmakersfiＰｏｍｌ２ｔｏ３０,ａｎｄｏｎｕｐｔｏ 
５０．Asfbrlengthofcontract,thecompanyhasadoptedone-yearrenewablecontract， 
whichareadjustedaccordingtotheproductioncyclesfbrparticularmodelsHowever， 
thecompanyaimstobuildlongtelmwiththem,ａｎｄalsoaimstodealwithsamesuppli‐ 
ersfbrfhturemodels、Asfbrdelivery,ｔｈｅ`Just-In-Time,systemisnotbeingimple‐
mented、VeryfbwmakersdeliverpartsatintervalsofacoupleofhourSTheplant
keepspartsstockedfbrabout1.5days・ImportedpartsfromJapanarestockedfbrone
monthColdstrippedcoils,whicharethebulkiestmaterials,areinventoriedfbr2or3 
days、Ｉｎｏｒｄｅrtoimprovedeliverysystem,itwiUmaintainanotherdepositolyfbrparts
nearthesuppliersplants・ShipmentshomseveraldifYbrentsuppliersareaccumulated
andsubsequentlytransfbrredtotheplantroutinelybytruck． 
3.4LaborrelatiOns 
Asstatedabove,plantAhasasingleunion,ＡＥＵ・Thepotentialsubjectfbrunion‐
izationispositionsunderSeniorSupervisor(Tableｌ)．Afterhavinghireditsinitial 
employeesinOctoberofl984,ｃｏｍｐａｎｙＡｓｅｌｅｃｔｅｄＡＥＵａｓｔｈｅｓｏｌｅｕｎｉontorepresent 
aUplantAemployees，Therateoforganizationis35％ofallemployeesandmorethan 
５０％areattheshopHoor・Ｉ，mpresumingthepossibilitythatthereasonfbrsuchalow
rateoforganizationisthatemployeeshavelowexpectationsofitorthatasingleunion 
whichislikelytorepresentspecifictradeshaslimitationsonorganizationlnany 
event,thetradeuniondoesnotactuallyrepresentallemployees・Thecompanycouncil
seemstobeplayinganimportantroleinlaborrelationsThecompanyacceptsthisas 
７７ 
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thebestwaytocreategoodcommunicationandcooperativerelationswithemployees・
Themembersofthecouncilconsistedofrepresentativesselectedfi･omemployeesand 
representativesnominatedbythecompany・Atthecounci]meeting,investmentplans，
businessconditions，productionvolume，marketshare，proHt,andotherlaborcondi‐ 
tionsarediscussedandtheresultsofthemeetingisreportedtoemployeestwiceayear・
Sowageandotherworkingconditionswithwhichworkersareconcemedkeenlyare 
negotiatedatthecouncilmeeting・
Regardinggnevanceprocedure；anyproblemsoccurrinｇａｔｔｈｅｓｈｏｐｆｌｏｏｒａｒｅｅｘ－ 
ｐｅｃｔｅｄtobesolvedthroughinfbrmaltalksbetweentheemployeesandtheirdirectsu‐ 
pervlsor・However,ifissuescannotberesolvedinfbrmally,afbur-stageserlesofdis‐
cussionwithinthecompanyisinitiatedTalksatthefInal4thstageconsistofdiscus‐ 
sionwithinthecouncilorbetweenrepresentativesofbothparties・Iftheproblemisnot
solvedatthefburthstage,ｉｔｗｉｌｌｂｅＴｅ化rredtotheAdvisory,ConciliationandArbitra‐
tionService・Bothpartiesfbllowthedecisionreachedbytheoutsidearbitration．
３．５Ｍａｎａｇｅｍｅｎｔ 
Nextletusfbcusonthemanagementoftheplant・Firstｗｅ，llinvestigatetheroleof
JapanesemanagersTheJapaneseheadquarterｓｏｆｃｏｍｐａｎｙＡｈａｓａｐｏｌｉｃｙｔｏｒｅｌｙｏｎ 
ｉndigenousmanagementmorethanothermajorJapaneseautofirmsdo,However,this 
isconnectedwithrevisionsappropriatetoconditionsatthisparticularplant・Theplant
hasmoreJapaneseexpatriatesthanitsrespectiveplantintheUS・TheratioofJapa‐
neseexpatriatestototalemployeesisalsohigherthanthatoftheUS・plant、Basedon
expatriate/totalemployeeratio，therearebasicallythreeconfigurationsofaffIliated 
U・Ｓ､plants;（１）５％,（２）２ｏｒ３％,（３）ｌｅｓｓｔｈａｎｌ兜、InthecorrespondingU､Sbrother
plant,Japaneseexpatriatescomprisedｏｎｌｙ0.6％ｏｆａｌｌｅｍｐｌｏｙｅｅｓａｔｔｈｅｔｉｍｅｏｆｏｕｒ 
ｒｅsearch(AboetaL1991:122)．TheBritishplantHgureofl兜mightindicateitisinthe
samecategory、However,theslightlyhigherrateofJapaneseexpatriateshassignifI-
cantmeaningItappliesadiffbrentapproaｃｈｉｎｔｈｅＵＫ，underthesamepolicyof 
localizationofmanagement,ｔｈａｎｔｈａｔｏｆｔｈｅＵＳ､plant・
AlthoughlocalmanagershadinitiativeinmanagementintheＵＳｆｉ･omthebegin-
ningofoperation；ｉｎｔｈｅｃａｓｅｏｆＵＫｐｌａｎｔ,theHrstpresidentandsomedepartment 
managerssuchasthoseinqualityassurance,andengineering,ｗｅｒｅJapanese・Eve､‐
tually，thosepositionsweretransfierredtolocalmanagers・ABritishmanagerwas
promotedtoManagingDirector(president)iｎｌ９８９（Table２)．OnlytwoJapaneseman‐ 
agersareplacedintheofYIcial,responsiblepositionssuchasDeputyManagingDirector 
andFinanceDepartmentDirectornowAllotherdepartmentsaremanagedbyBritish 
directors・ＴｈｅＢｒｉｔｉｓｈｐｒｅｓｉｄｅｎｔｉｓｉｎｃｈａｒｇｅｏｆｍａｎａｇｉｎｇｔｈｅＰｅｒｓｏｎｎｅｌ,Finance,and
PurchasingdepartmentsandaJapanesedeputymanagingdirectorholdstheposition 
ofmanagmgotherdepartmentssuchasProduction,QualityAssurance,Production 
ControlandEngineeringThough40Japanesearedispatchedｔｈｅｒｅｎｏｗ,ｔｈｅｙｗｉｌｌｂｅ 
ｒｅｄｕｃｅｄｔｏ２５ｏｒ３０ｐｅｏｐｌeaftercompletionofthemanuftlcturingprocessfbrthenew 
cars、Toplocalmanagershadexperienceworkingfbrautocompanies，Theyarehighly
motivatedbyadesiretoimplementnovelideaswhichtheyhadbeendifY1culttoputinto 
efYbctatfbrmerplants・Asaresult,themanagementstyleoftheplantisablendofboth
JapanesemanagementａｎｄｎｅｗＢｒｉｔishmanagementalternativestotraditionallocal 
management・Infact,IwastoldthatBritishmanagersinitiatedadoptionofcompletely
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open-styleofYIceproceduresandinsistenceonfnce-to-facecommunication、
Concerningparent-subsidialyrelations,ｃｏｍｐａｎｙＡ，sJapaneseheadquartersestab‐ 
IishedreglonalheadquartersbothinEuropeandNorthAmerica，andthuspromotes 
delegationofpowerfromJapantolocalafmiatesmuchmorethanothermajorJapa‐ 
neseautofIrms・Exceptfbrnewinvestment,whichneedstheapprovaloftheJapanese
headquarters,companyAhasthefinalwordonvanousmanagementmatters,suchas 
personnelpromotions,procurementsetc． 
3.6Successfinlapplicationofthesystem 
ThuscompanyAappliedtheJapanesesystemmoresuccessfnllythanIhadex‐ 
pectedltappliedthesysteminworkOrganization,laborrelations,aswellasproduc‐ 
tioncontroLSurprisingenough，evenperfbrmanceevaluationfbreveryworkerwas 
broughtintoefYbct・
Lastly,Ｉ'dliketopresentindicatorsofmanagementperfbrmance、Bothratesof
turnoverandabsence,whichreHectperfbrmanceoflaborrelations,ａｒｅｌｏｗｅｒｆｂｒｃｏｍ‐ 
panyAthantheaverageintheUK・TherateofstafTturnoveris7％・Themainreason
fbrthisisthatthefblmofworkisnotftlmiliartoworkerscomingfromtheregion・Ｔｈｅｙ
arenotaccustomedtothehighlystandardizedworklikeautomobileindustry・Tradi‐
tionalindustries,suchasshipbuildingandironandsteelhadbeenprosperousthere 
andfarmingisthemamindustrynow・Therateofabsenceisalsoverylow・Absence
withoutduenoticeisquiteｌｏｗａｔｌｏｒ２９６・Ｔｈｅｒｅｉｓｎｏｐｅnaltyfbrabsenceotherthan
thecorrespondingdeductionfromsalaly・
ProductivityisdifHculttoassessduetoexpansionofcapacityaswellasincreasing 
ofemployment・ＩｔｉｓｓａｉｄｔｈａｔｉｔｉｓｅｑｕａｌｔｏｔｈｅｍｏｔｈerplantinJapanmanufblcturing
thesamemodeLQualitylevelisalsoequaltoJapanbecauseofstrictcontrolbasedon 
theVehicleEvaluationSystem・Productionvolumeexpandsverysmoothlyandhas
reachedatotalledl24,OOOoutputinl991・Thecompanyplanstorecordprofitafter
depreciationinl992． 
4．Ｐ１ａｎｔＣ:Restructuringtheexistingplant 
IvisitedcompanyC，splantinLutonsomedistanceawayh･ｏｍＬｏｎｄｏｎｏｎ２３ｒｄｄａｙｏｆ 
Ｏｃｔｏｂｅｒｉｎｌ９９１．１touredtheplantandconductedanmterviewwiththeJapanese 
president、Inaddition,Ihadachancetoconductasupplementalyinterviewwithhim
attheheadquartersoffIceinJapanon6thdayofNovember2)、
IhaveaspecifIcconcemontheplant，BecauseJapanesecompany`c,(Jc)hastaken 
overanexistingplantwhichhadbeenoperatingintheredundertheAmerican-afYI1i‐ 
atedcompany`c，（ＡＣ）ａｎｄhasrestructureditmarvelously・ＩｎｔｈｅＵＳ，aclosedauto
plantoperatedbytheAmericancompanywasrestructuredbyaJapaneseautocom-
panythroughapplicationoftheJapanesesystem、ＩｎｔｈｅＵＫ,`Jc，hasrestructuredthe
existingvanplantwhichhadbeenoperatedbythesameAmericancounterpart、What
contributedtorestructuringwastheintroductionoftheJapaneseproductionsystemas 
wellasnewproductdesignBesides，ｔｈｅｒｅstructuringhasbeenimplementedbya 
smallnumberofJapaneseincooperationwithlocalmanagersthroughsettinguporga-
nizationalrefbrm． 
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4.1Restructuringstrategy 
Iaminterestedintheprocessoftakingovertheventureonthepartof`Jc,、Thereis
adivisionofrolesbetweenshareholders．‘Jc,providesmanuftlcturingtechniqueand 
productdesignand`ＡＣ，takesaroleofsalesandfinance・
Thejointventureproducesmainlyrecreationalvehiclesdesignedby`Jc'ａｎｄsellsit 
undertheAmericanpartner,sbrandnamethroughthesalesnetworkoftheAmerican 
maker．‘Jc，getsalicensefbe・Letmeintroducetheprocessresultinginthejointven-
ture・TheAmericanpartnerhadproducedsmall-sizedvansincludingvansdesignedby
`Jc'therebutwasoperatingatadeficit，Atthefinalstageofoperationithadrecorded 
deficitsofahalfmillionpoundsperweekThepartnerhadofYbredaplanfbrjoint 
venturewhichwouldbeinitiatedinoperationby`Jc'ｉｎ1987． 
‘Jc'executivesponderedoverwhetherornotacceptthepropositionTheywere 
fbrcedtodecidewhethertoembarkonventuresinEuropeornot・Atfirst,anegative
atmospherewasprominentinthecompanyduetoanestablishedimageofthe`British 
disease,inthel970,sandtheECintegrationhadnotbeentalkedenoughwithinthe 
company・Givenexistingmanagementresources,itwasdifYiculttogointotheEurope
independently・Soleentrytobuildanewplantatagreenfieldsitewasahardchoicefbr
thecompany・ThecompanywaslaggingbehindinadvancementmtotheEuropean
marketandhadnothaditsownsalesnetworkthereAjointventurewasaprobable 
choice・Thecompanythoughtaboutitscompetitiveadvantage・Bothmanufacturing
techniqueandproductdevelopmentincludingthatofrecreationalvehiclesarepoten‐ 
tialcompetitiveadvantages・ＩｆｔｈｅｃｏｍｐａｎｙｗｅｒｅｔｏａｇｒｅｅｗｉｔｈｔｈｅAmericanpartner
toenterintoajointventureusingtheexistingplant,itwouldbeabletogetalicensefbe・
Ｄｕｅｔｏｉｔｓｗｅaksalesnetwork,ｔｈｅｃｏｍｐａｎｙｃｏｕｌｄｎｏｔｔａｋｅｔｈｅｒｉｓｋｏfsellingitsprod‐ 
uctsunderitsownbrandname・IfthejointventurecouldmanuftlcturegDodproducts
andsellitthroughthepartner，ssalesnetwork,`Jc，wouldbeabletogetroyalties・Given
thesituation,thisseemedtobethebestchoicefbrthe`Jc,、Soitdecidedtoenterintoa
jointventurewiththeAmericanpartner・Thepartnerwasverycredible,duetothefnct
itheld4096ofJc，sstakes、Royaltieswouldbepaidfbreachproductsale、
Ｉｎｔｈｉｓｗａｙ,`Jc，eventuallydecidedtotakeovertheplant,ｂｕｔｉｔｉｓｎｏｔｅａｓｙｔｏｒｅ‐ 
structureaplantwhichhadbeenrecordingcontinuousdeficits・Strategyfbrstructural
renovationwasneededonthepartof`Jc，．‘Jc，wentintoafbasibilitystudywith`ＡＣ,on 
theconditionofthestructuralrenovation、Thereweretwomeasurestocopewith、One
measurewastoreducefixedcostsdrastically,includingpersonnelexpenses・A1though
productionof92,O00vansperyearwouldhavebeenabreak-evenpointaccordingtothe 
financialanalysis,theactualproductioncapacitywasｏｎｌｙ５４，ＯＯＯｖａｎｓｐｅｒｙｅａｒ・The
secondmeasurewastosetupnewlaborrelationssothatthejointventurecouldimple‐ 
menttheJapaneseproductionsystem．‘Jc，requiredsomeagreementsfromthepart-
ner:Giventhefiveunions,`Jc，demandedthatasinglerepresentativebeappointedout 
offiveunionswithwhomtonegotiate、Alsoitrequiredaso-called`non-strike,clausebe
acceptedbytheunlons・Ｉｔａｌｓｏｄｅｍａｎｄｅｄａｓｉｎｇｌｅｓｔａｔｕｓｆｂｒallemployees・Ｆｏｒｍer
employeespreviouslyhadbeenc]assifiedintotwogroupssuchashourlyandsalaly・
Theyhadbeenseparatedintermsofsuchlaborconditionsasworkinghours，sick 
leaves,Wages,etc・Ｆｏｒexample,wageshadbeenpaidbi-weeklyfbrhourlyworkersand
monthlyfbrsalariedemployeesLongersickleavehadbeengiventothesalariedthan 
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thehourly・Inordertoeliminatethoseclassdistinctions,asinglestatuswasaneces‐
salyconditionlnaddition,itrequiredtheestablishmentofacompanyjointcounciL 
`ＡＣ，acceptedallconditionsoffbredby`Jc，．‘ＡＣ，reachedanagreementwiththeunions 
throughnegotiationontheconditionthattheyrenovatetheplant・Eventually,the
jointventurestartedoperationinSeptemberofl987(Table３)． 
Afterrestructuringofthecompany,Japanesemanagerssetuptheenvironmentfbr 
adoptionofKaizenactivitieswhichtheybelievedtobeessentialintheJapanesepro-
ductionsystem、Ｆｏｒexample,itadoptedanewapproachtodeducecost,ｃａｌｌｅｄｌＰＳ
(InventoryandProductionSystem)．ItpreparedspecialroomsfbrgToupactivitiesto 
implementthelPSIPＳｍｅｅｔｍｇｓａｒｅｈｅｌｄｍｏｎｔｈｌｙａｔｅａｃｈｓｈopsuchasstamping， 
welding,painting,trimandfinaLExcellentteamisgivｅｎａｃｈａｎｃｅｔｏｇｏｔｏＪａｐａｎｔｏ 
ｍａｋｅａｐｒｅsentationatQCmeetingsat`Jc，､Italsointroducednewlydesignedproducts 
fbllowingtherecommendationsofthestock-holder、Lookmgtowardsincreasmgde-
mandfbrrecreationalvehiclesintheU.Ｓ,thepartnerproposedproducingthesame 
modelmanufacturedat`Jc，，ｓＵ.Ｓplant・Ｉｔｄｅｃｉｄｅｄｔｏｉｎｔｒｏｄｕｃｅｉｔｉｎｔｏｔｈｅｐlantin
March/Aprilofl989Thedesignfbrtherecreationalvehicleswasprovidedby`Jc,and 
companyCreviseditsothatitwouldBtregulationsinEuropeanmarkets． 
4.2Ｐ１ａｎｔｓｔｒｕｃｔｕｒｅａｎｄｍａｎａｇｅｍｅｎｔ 
Theplanthasmainfburshops；stamping,bodyassembly,painting,andtrimand 
finalNewinvestmentcostswereverysmall,becauseitusedexistingfnciUties・Plant
CsawlOOmillionpoundsinvestmentsinbothfHcilitiesandproductsimprovement・It
constructedanewbodyfiamingstation,initiatedａｎｅｗｒａｎｇｅｏｆｓｏｌｉｄｃｏｌｏｒｓａｎｄｔｗｏ 
ｃｏatmetallicsfbrrecreationalvehicles,andintroducedtheuseofonerobotinthetrim 
shopAsthecompanystartedundertheconditionsstatedabove,Japaneseheadquar‐ 
tersdidnotwanttodispatchmanyJapanese、IfoneJapaneseissenttotheUK,itcosts
fYomlOO,00Ｏｐｏｕｎｄｓｔｏｌ２５,OOOpoundsfbrthecompany,whichisdoubleortripleper-
sonnｅｌｃｏｓｔｉｎＪａｐａｎＯｎｔｈｅｏｔｈｅｒｈａｎｄ,ｔｈｅｃｏｍｐａnycanemployonepersonwith 
about35,000poundsincludingcompanycarcostiｎｔｈｅＵＫＳｏｔｈｅｒｅｗｅｒｅｏｎｌｙ４Ｊａｐａ‐ 
neseexpatriates、Theirpositionswerepresident,onevlce-president,managerofqual‐
itycontroldepartment,andliasonengmeer・ThissmallnumberofJapanesecausedme
toreconsiderwhetherornotitispossibletoimplementtheproductionsystem・The
presidentrespondedtothisquestionbystatingthattheJapaneseproductionsystemis 
possibletomakｅｉｔｗｏｒｋｉｎｔｈeUKprovidingpropermanagementenvlronmentsexist・
TheessentialfnctoristoimplementKaizenSomanagersshouldshapeorganizational 
refbrmationsoastobeabletoimplementit・ThemostseriousproblemmtheUKwas
Ｔａｂｌｅ３．ＰｒｏｇｒｅｓｓｏｆＰ１ａｎｔＣ 
EstablishedCompanyO 
IPS（InventoryandProductionSystem）adoptedExportstoContinentcom‐ 
menced 
Decidedtoproducenewrecreationalvehicles・
Modernizationofpaintshopfbrnewrecreationalvehicles 
Newrecreationalvehicleslaunched． 
1987 
1988 
1９８９ 
１９９０ 
１９９１ 
Sources:CompanyC1991PrO/iiJe・Andinterview．
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distrustbetweenmanagersandworkers・Managersshouldrespondtothequestionof
probablejoblossduetoKaizenbyworkersThemostimportantfactorisjobsecurity・
Managersmustmaintainanolay-ofTpolicytorespondefYbctively・Managersmust
understandandrespondtoitsemployee，sessentialconcerns． 
4.3Workorganization 
Afterhavingreachedthenewagreementstatedabove,managersadoptedaflexible 
workorganizationwherebyworkersparticipateinordinarylaborandcanimplement 
KaizenTheydidthisbychangingtraditionalworkolganization、Thenewfbrmsof
workorganizationarefimctionmg 
Regardinghiring，１,200employeesweretransfblTedfiPomtｈｅｏｌｄｃompanytothe 
jointventureandthenumberofemployeeshasincreasedto2,200inaccordancewith 
thebusinessexpansion・Whenitstartedthesecondshift,ithiredadditional700people
andthetotalnumberofemployeesreacheｄｔｏｌ,900．Butthisfigureeventuallysettled 
atl,700peopleduetoturnoversorretirementsAfterthat,ｉｔｈｉｒｅｄ５００ｐｅｏｐｌｅｗｈｏ 
ｓｔａｙｗｉｔｈｔｈｅcompanyverywelL 
Therearesevenjobgrades:ＪobscategoriesareprefixedwithTG,(TeamGroup)， 
andconsistof`ＴＧ７，（ordinaryworkers);`TG6，（clerksinofYIce),`TＧ５，(teamleaders)； 
`TG5S，（skilledworkers);`TG4，（seniorofYIcestafT);`TＧ３，（superv1sors);`TＧ２，（head 
clerksinofIice);`TＧ１,(managers,assistantmanagers)．Newlyhiredoperatorsareclas‐ 
sifiedinthelowestlevelasTG7，ｓａｎｄtransfbrredtothenormallevelaftersixmonths 
ofprobationalperiod，Wagesarepaidmonthlyfbrallemployeesandtheaveragewage 
fbrTG7,ｓｉｓｌ２,500poundsperyear・Thecompanyadoptedaperfbrmanceevaluation
systemfbrallemployees・WagesfbreachemployeearepotentiallydifYbrentwithinthe
samegradeduetoperfbrmanceappraisalandmeritpayment、Thereisanoverlapof
wagelevelbetweenthehighestleveloFonegradeandthelowestlevelofthenextgrade、
Supervlsorsassessperfbrmancefbreachteammember・Afterdiscussionwiththesu-
pervisor,workerssignawrittenagreement・Onoccasionofinterviews,acontroversy
overassessmentcontentsaroseinsomecases，Supervisorsandworkersarenotaccus-
tomedtoperfblmanceassessment,somanagersaresearchingfbrthepropermethodto 
implementit(Figure2)、
Thecompanyhasimplementedtrainingfbrteamleadersandsupervisorswhoplay 
pivotalrolesinshop-floororientatedworkorganization・Theyaremchargeofvarious
kindsoftaskssuchastrainingteammembers,operationcontroLandqualitycontrol 
etcltisacontroversialissuewhetherteamleadersshoulddolineworkornot・Man‐
AssistantManager 
O 
Supervisor 
O 
TeamLeader 
O 
Operator 
（１persom 
O 
(3-4people） (lpersom 
O 
(１０people） 
Ｆｉｇｕｒｅ２，ＴｅａｍＳｙｓｔｅｍａｔＰｌａｎｔＣ 
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agersorderthemnottoleavetheworkplace、Jobrotation,called`flexibility，,hasbeen
implementedsothateveryteammembercancarryoutanyofthetasksdonewithinthe 
team・Thecompanyhasapolicytoadvisethemtoextendtheirworkacrosstheteamin
thenearfnture、Thepresidentexplainedmeanecessityfbrjobrotationthatifateam
memberisabsent,oneworkerfi･omanotherareashouldbecalledintotheteamtofill 
thevacancy・Atthattime,ifthemostdifYiculttaskhappenstobetheresponsibilityof
theabsentmember,itmaybehardfbrasubstituteworkeｒｔｏｄｏｉｔ・Heshouldbe
allottedaneasiertask、Otherteammembersshouldmasteranyoftheteam，stasksin
ordertobeabletochangejobswithintheteam、Teammemberswelcomejobrotation
andarenotdissatisfiedwithit・Thissystemhadnotexistedbefbrethejointventure
wasmitiated、TrainingisdonemainlythroughOn-the-Job-TraininｇＴｈｅｃｏｍｐａｎｙ
ｄｏｅｓｎｏｔｓｅｎｄｌｏｃａｌｅｍｐloyeestoJapanregularly,thoughfIveorsixemployeeshave 
beensenttoJapanAtthestartofoperation,abouttenJapanesecametotheplantto 
teachlocalemployees・Regardingpromotion，postingisdonenecessarilyasanen‐
trancetoitandthenmanagershavethｅｒｉghttodecidewhoispropertopromotｅａｃ‐ 
cordingtoanappraisalbydirectsupervisoroftheapplicant、
Thecompanyexpressesitsintentiontomaintainjobsecurityasmuchaspossible， 
thoughithasnotwrittenitdownofficiaUy・Thecompanyonlydeclaresthatiftheplant
isclosed,itwillpaywagesfbｒｓｉｘｗｅｅｋｓａｙｅａｒ・Butitassuresemployeesofitsnolay‐
ofTpolicyverbally、Inftlct,ｗｈｅｎｉｔｆｔｌｃｅｄａｎｅｘｃｅｓｓｏｆ２５０ｗｏｒkersduetodecreased
productionvolumeinl990,itdidnotresorttolay-ofY息．Itborepersonnelcostsandthe
arrangementwasunderstoodwellbyunions． 
4.4Productioncontrol 
ＡsthepresidentexpIainedearlier,theyconsiderKaizeniscruciallyimportantpart 
oftheJapaneseproductionsystemThecompanyintroduceｄｉｔｆｒｏｍｔｈｅｓｔａｒｔｏｆｐｒｏ‐ 
ductionunderthelabeloflPS・ItconsistsofstrictqualitycontrolandtheJITsystem
etc.,refierringtoso-calledLeanProduction．TheroomsfbrlPSactivitiesareprovided 
attheshopfloor、Teamleadersarestrugglingwithimprovementactivitiessupported
byengmeersthroughtrialanderror、Theyareveryinterestedintheactivities・Kaizen
activitiesaredonebyaunitoftheproductionteam・Somesuggestionstosolveprob‐
lemswhichstretchoveracrossteamshasalreadybeenproposed、Thepresidentsaid
thatsuchactivitiesarepossibletoimplementintheUKbyeliminatingbarriersto 
participateinworkandgivingworkersmotivationtoparticipateiniLPresentation 
meetingsareheldateachshopmonthly・Ｔｈｅｐｒｏｍｉｎｅｎｔｔｅａｍｈａｓａｃｈａｎｃｅｔｏｇｏｔｏ
Ｊａｐａｎａndmakeapresentationata`Jc'ＱＣｍｅｅｔｉｎｇＳｏｍｅｔｅａｍｓｆｉｒｏｍｔｈｅＵＫｇot certifIcatesattheQCmeetinginJapanlnfact,Inoticeditdisplayedintheshowcase 
attheentranceofthecompanyC、
Regardingthequalitycontrolsystem，companyCchangedthesystemtoassure 
qualityinthemanuf】acturingprocessinOctoberofl99LThemanuftlcturingdepart-
mentisinchargeofqualityassurancewiththemembersassurlngresponsibilityfbr 
quality、Thequalitycontroldepartmentchecksassembledcarsatthefinalstageanddirectsmanuf1Elcturingprocesscheckpointstoｒｅｖｉｅｗｈｏｗｔｏｂｕｉｌｄｑｕａｌｉｔｙｉｎｔｈｅline・
Thequalitycontroldepartmentisaｌｓｏｉｎｃｈａｒｇｅｏｆｔｈｅｉｎｓｕｒｍｇｑｕａｌｉｔｙofshipped products・ThisisbecausethemanuBacturingdepartmentjwasapttoattachmoreim‐
portancetoproductionvolumethanqualitywhenthedepartmentwasresponsiblefbr 
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bothproductionvolumeandquality、
Inaddition,thereisanauditroomwherethreevehiclesmadethepreviousdayare 
checkedindetailbymanagementmembersincludingthepresident,evelymoming・
Eachshopmustmakeaplantodealwithanyqualityproblemraisedbythem・Accord‐
ingly,thequalitylevelisalmostequaltoJapanOneJapaneseexpatriatehasbeen 
postedasmanagerinthequalitycontroldepartｍｅｎｔｆｂｒｔｈｅｆＩｒｓｔｔｉｍｅｖｌａｒｅｖｉｖｉｎｇ 
managementorganization・Hisroleistocheckfinishedvehiclesandmakeaplanto
raisequalityintheline 
Astandardoperationsheetwhichshowseachworker，sstandardtaskiswrittenup 
bysupervisorsandteamleaders、Ｔｈｅｃｏｍｐａｎｙｄｏｅｓｎｏｔｈａｖｅａｐｏｌｉｃｙｔｏtransplant
standardjobdescriptionsintotheplantfiPomJapan,becauseitisnecessaIyfbremploy‐ 
eestogivetheirconsenttoit・Befbrethejointventure,theindustrialengineemng
departmentcreatedthestandardoperationsbutnowsupervisorsandteamleadersare 
inchargeofthiswithsatisfnctionShopfloorworkersaregiventherighttostopthe 
line,whichisalsodifYbrent伝omthesystemintheolddays、
Asfbrthepartscontrolsystem,thecompanyispromoting`Kanban，systemwhich 
providespartsfbllowingdemandfi･omtheflnalmanufncturingprocess・Thoughparts
shelves,whicharelargerinspaceandnumberthanthoseinJapan,areinstalledalong 
sidetheline,Japanesemanagerspersuadelocalmanagerstostockpartsintheware‐ 
houseasmuchaspossible・TheyhaveapolicytoextendtheKanbansystemtooutside
partssuppliersaftercompletingtomakethesystemworkwithintheplant・Gears
boxes,front-suspensionsareimportedfmmJapan,butthecompanybuysenginesfrom 
thecompanyofthepartner・Therateoflocalcontentis83外fbrrecreationalvehicles
and7096fbrvans． 
4.5LaborreIations 
Therearefiveumons;theＡＥＵ,ＥＥＴＰＵ,ＴＧＷＵ,ＭＳＦ1,andMSFAorganizing9596 
oftheemployeesOnoccasionofrestructuring,managementrequiredthemtomake 
singleagreement・Becauseitisnecessarytoeliminatedemarcationamongunlons・As
amatteroffblct,workconditionsfiorHveunionsbecameequal,butfInalnegotiations 
usedtoholdseparatelybefbrethejomtventure・Althoughmanagementnegotiates
separatelywithunionsiftheyhavedifYbrentpositionsregardingconditionsproposed 
bymanagement・Soifsnotstrictasingleunionsystem・Althoughmanagementdoes
notofYIciallyrecognizeshopstewardsselectedbyworkersattheshopfloor,theyhavea 
substantialroleinreality・Thecompanyputgreatimportanceoncommunicationat
variouslevelsofmeetings,suchastheemployeesmeetingheldtwiceayear,stafTmem‐ 
bersmonthlymeetmgs，ａｎｄａｔｔｅａｍｍｅｅｔｉｎｇｓｔｗｉｃｅａｍｏｎｔｈＴｈoｓｅｃｏｍｍunication 
systemscontributetoincreasecredibilityofthecompanyintheeyesofitsemployees． 
4.6Ａｐｐｌｉｃａｔｉｏｎｏｆｔｈｅｓｙｓｔｅｍａｔｔｈｅｒｅｓtructuredplant 
Firstly,rdliketoexplainmanagementperfbrmance、Thepresentrateis94％・The
absentratewithoutduenoticeiｓｏｎｌｙ1.5％’1owerthantheaverageBritishplant・Sales
volumehasbeenincreasingverysmoothlyafterreopeningtheplantandthebottom 
linewentintotheblackinl9881PSactivitieshavecontributedtotheprofit，sothe 
companyhasgottensubstantialresultsafterrestructuring・Theresultdependsonthe
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Japaneseproductionsystemadoptedafterrefbrmingtraditionallaborrelations・The
companyrepresentsaveryinterestingexampleofsuccessfnlrenovationofanexisting 
plantwithsmallnumberofJapaneseexpatliates・Butaslexplainedearlierinthis
part,therewassomedifIicultyinworkingoutoftheperfbrmanceevaluationsystem，I 
alsohappenedtonoticeworkerstakingsoftdrinkswhileworkingaswellasarelatively 
slowlinespeed,whicharesymptomsofstillexistinghabitscarriedoverfiPomtheold 
days． 
5．ConcludingRemarks 
ThemainpurposeofthispaperwastoexplainthetransfbrabilityoftheJapanese 
productionsystemintheUnitedKingdom,basedonthefieldresearchTheresult 
showsthattwoplantsappliedmoreefYbctivelythanexpectedPlantA,whichmanufac‐ 
turespassengercarsatthegreenfieldsite,appliedthesystemsuccessfnlly、Forex-
ample,itadoptedperfblmanceevaluationfbrallemployeesandqualityassurancein 
manufblcturingprocess、ThoughplantAlocalizedmanagementstafTaccordingtothe
policyofitsheadquartersinJapan,itadopteddifYbrentapproachfi･omthecorTespond-
ingU・Ｓｂｒotherplant・Namely,atfirstJapanesemanagerstookresponsibilityinman‐
agementandthengraduallydelegatedauthoritytolocalmanagers 
PlantC,whichisajointventurewithanAmericanfirm,producesmainlyrecre‐ 
ationalvehiclesusingexistingfacilitiesJapanese`c，isresponsiblefbrthemanufblctur-
inganddevelopmentoftheproduct、TheJapanesepresident,whobelievesthatKaizen
istheessentialpartofthesystem,setupnecessaryorganizationalmeasuresthrough 
refblmingtraditionalsystems，Bothperfbrmanceevaluationandqualityassurancein 
manumcturingprocessareappliedaswelLEventhoughthetwoplantshavediffbrent 
characteristicsinboththeirproductsandphysicalplants,theybothappliedthesystem 
successfUlly・ComparingwiththeapplicatorysituationsintheU.Ｓ，theyappliedit
moreefYiectively、ItseemedthatbothmanagersandworkｅｒｓｉｎｔｈｅＵＫａｒｅｍｏｒｅＨｅｘ‐
ibleandreceptivetothesystemthaｎｔｈｏｓｅｉｎｔｈｅＵ.Ｓ、
Notes 
TheJapaneseMultinationalEnterpriseStudyGroupconductedfieldresearch 
onJapanese-afYiliatedmanufblcturingplantsintheU・Sinl989、Ｔｈｅｒｅsultof
theresearchwaspublished(Ａｂｏｅｔａｌ.)． 
ＩｈａｄａｃｈａｎｃｅｔｏｖｉｓｉｔｐｌａｎｔＣａｇａｉｎｉnl992Ithasenteredintothesecond 
phaseofoperation,basedonsuccessfUlrestructuringoftheplant、Bycalling22
JapaneseengmeersfmmJapan,ithasstartedanewcampaigntoincreasepro-
ductivityandquality・Ｆｏｒexample,Inoticedremarkableimprovementi、cycle
time． 
1） 
2） 
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